
Key Takeaways:

1. New Tools and Frameworks: Highlight the emergence of new tools and frameworks that facilitate scaling out technical work in a modernized manner, making global team coordination more feasible.
2. Model Diversity: Discuss the different models for scaling technical work, including traditional setups with on-the-ground teams in specific locations, and newer models utilizing Employer of Record (EOR) services and on-demand talent platforms like TopTal and Turing.
3. Geographic Considerations: Emphasize the importance of geographic considerations when scaling out, particularly in terms of time zone alignment and cultural compatibility, which can significantly affect team cohesion and productivity.
4. Remote Work Variations: Differentiate between various types of remote work setups, such as fully remote, hybrid, and globally distributed teams, which require tailored management strategies and communication protocols.
5. Challenges with Scaling: Address common challenges associated with scaling out, including maintaining communication, ensuring consistent company culture across geographies, and managing diverse regulatory environments.
6. Use of Asynchronous Tools: The use of asynchronous tools like Loom and Slack, which are crucial for managing communication across time zones and reducing the need for real-time interactions.
7. Integration with Management Systems: Discuss the integration of these new tools with traditional project management systems like Jira, enhancing workflow efficiency and task alignment.
8. Cultural Training and Adaptation: Suggest the need for cultural training and adaptation initiatives to better prepare teams for collaboration across diverse cultural backgrounds.
9. Scaling Strategies: Consider different strategies for scaling, including partitioning work based on function or project, and using a mix of internal team leadership with external talent to optimize operations.
10. Executive Buy-In and Strategy: Stress the importance of obtaining executive buy-in for scaling initiatives, emphasizing strategic planning, risk assessment, and the alignment of scaling efforts with business goals.



Transcript:


Speaker 1
Hi, everyone. You're listening to the Venwise roundtable. I'm your host and facilitator of this roundtable, Maya Dolgan. And in today's episode, we'll be talking about scaling out technical work. This roundtable was led by Justin Potts, CEO of Everett. In this roundtable, Justin shared a few models for scaling out work and talk through some of the main challenges associated with it. He drilled down into specifics like best practices for synchronous and asynchronous communication, and which work is best to partition the attendees. And Justin crowdsourced vendors, which people really appreciated. And they also had a great discussion on executive buy in, so you'll hear more about all of that in just a second. All right, let's get started. All right, great to see you all. We're really happy to have Justin Potts here with us today on this topic of scaling out your tech orgs. 

Speaker 1
Justin and I have had some interesting conversations about it. I'm looking forward to hearing from him and also having a hopefully rowdy conversation about it amongst you all as well. 

Speaker 2
Sure, we can keep it quick with the intros and stuff like that. I have a long time VP and CTO at several tech companies, usually kind of like hyperscale organizations. So all the way from, you know, series a to IPO. I've been through the whole process before. I'm now a founder of a pre seed stage startup. It's kind of a whole new journey for me over the past six months. This subject in particular is dear to me, and I think we all are going to have interesting, maybe strongly held opinions about this. You'll see a real divide of this subject as then I would never fill out, or I would absolutely fill out, and I think that's part of the allure of this conversation. 

Speaker 2
I'll be talking about how this space has kind of been updated and kind of the new tools and frameworks that you can have used to scale out in a much more modern way. And then, yeah, I'll pass it over to blue for just a quick introduction from everybody. 

Speaker 3
I'm blue. I'm the CTO of a company called Resilia. We're a SaaS startup, just razor csrs B a few months ago. Scale up for now. But I've been. We're also in the nonprofit tech for good nonprofit space. We serve grant makers and nonprofit organizations. I've been in a similar capacity at earlier this stage and later stage companies over the last ten years. 

Speaker 2
All right. 

Speaker 4
Hey, I'm Tom Cook. I'm CEO of Spacely. We try to connect independent workers to the aerospace industry. And to Justin's point, we are trying to build new models with the new investments that have come into the space economy. So work with a lot of companies we're scaling up, but we also work with a lot of companies that have gone through seed series a financing rounds and try to use a fractional model to help them scale as opposed to traditional hiring, and got lots of opinions and data behind some of what we've done. But we're also trying to figure out how far we scale with our own fractional model internally at Spacely, as we're proposing some of these models to some of our partners out there. 

Speaker 2
Hi there. Sorry, I'm calling in from Norway, so it's a bit late there. I'm actually in my car on my commute. So I'm from a location data company called Unicast, where I'm the vp of engineering. We are currently in three locations here in Oslo and also in Czechia and in different places over the States. So yeah, we're a startup. We did scale up quite a bit last year. With the current economic climate, we have been actually scaling down a bit last year, so. But we're still on these three locations. 

Speaker 5
As of now, so. Hi everyone, I'm Theodd man out. I'm in a professional services consultancy which has more than tripled in size over the last two years. We definitely scale up more than half. My career has been in software, product manager all the way up to president and all that kind of fun stuff. So I'm very familiar with that. But want to learn as much as possible from this to understand challenges from global expansion. I've done a lot of different global expansion approaches, and certainly in the professional services side, it's a little different naturally, but again, just here to learn and listen and not disrupt too much. 

Speaker 6
Yeah. My name is Derek. I'm with counterpart leading engineering. We've been around for about four years. We're in the insurtech space. So we are an insurance company that insured small businesses and kind of using data to get a little bit smarter. We're in a scale up stage right now where we just hit the 50 people mark right now and are really trying to get things set in a way for us to have the process for 100 plus. So that's what we're looking at least in the near term right now. 

Speaker 2
Yeah, I guess I'll take it from here. So one thing to point out at the beginning of this is we're all going to be in different stages. So if you're a hundred plus person firm, if you've got a remote hq somewhere else already, you're obviously going to be entering this conversation from kind of a different vantage point. I'm going to cover things kind of broadly, and then I think it'd be really helpful if we got into people's specific questions and kind of made this very collaborative, because I think I'll hit kind of the updates and I'll hit my overview of this, and then I think we can jump right into, you know, contextual issues that people want to talk about. 

Speaker 2
So with that said, I wanted to open with a stat that I think is kind of interesting and timely, according to layoffs, FYI, there's been 159,000 layoffs in 2022 in the tech sector as of about two days ago. Pretty interesting times, I guess. I believe we all understand that this does not mean that engineers are now, all of a sudden abundantly available and easier to hire for. The war for talent kind of continues to rage on, and that's a term we've all been hearing for the past 2510 years. How long you've been doing this? I guess the war for talent nowadays, I think as of Q one, especially, you know, without cheap money, investors are really not funding pie in the sky projects anymore. They're not funding ridiculous runways with large amounts of people. 

Speaker 2
The landscape has really changed to be more of a either fractional approach or the very slimmed down approach. The revenue drivers in your company, the horizon one initiatives, kind of now the focus to kind of set the tone for what we're going to talk about today. I think there's a lot of remote strategies. I wanted to clarify just a couple. There's remote is okay at my company, there's hybrid remote. Some of us are remote. Some of us are not. There's. We're all remote within one time zone, and then there's, we're all remote at a bunch of different time zones. Obviously, it's gradational. Just remember to kind of like, as you talk about your particular issue, call out which one of these you are super helpful. 

Speaker 2
So where I wanted to begin today, and kind of why I wanted to put this talk together is I think that when historically, we've talked about scaling out work, and I've done this several times myself, we've been pigeonholed into a couple of pretty standard strategies. I think that the old school way, the historical way of doing this is either someone goes and has a ground game a man on the ground and builds a presence somewhere like in Omnibot, India, Oregon, or you go to Poland, you're going somewhere and actually sourcing a network yourself. I would say that's the absolute hardest way to do this. I think the other one is peos, staffing agencies, development agencies. Those are kind of your typicals. One of the things that got me excited about this talk today is the advent of these new marketplace infrastructure companies. 

Speaker 2
So deal oyster remote, Turing teams, top Tao teams, all of these companies that provide various nuanced ways to kind of build a global team that has never really been possible today. So I'm going to briefly hit these just to give people kind of the lay of the land and then kind of push forward, really. You have a divide between two new types of companies entirely. I'll say three, but I'll start with the main two. One is the Eor companies. So global finance, payroll, employer of record, handles local bank account, local address, local labor laws, everything you'd possibly need not to get sued and directly employ people or directly employed contractors. The other one that's sprung up is this on demand talent for hire model top tal teams, training teams. 

Speaker 2
You get a delivery manager or project manager who actually scopes the work for you or tries to attempt to scope the work for you and then builds a team on your behalf that is ready in literally two weeks. So two to three weeks is about the timeline for both of these guys. And right now they're doing kind of an amazing job at scaling out what was previously gig only to a team based model, and you're seeing that proliferate across the field. So deal oyster remote is kind of do it yourself. Rely on your HR team internally, but scale out globally. As of yesterday or the day before yesterday, deal has now announced a complete HRIs system. So everything from onboarding documents to payroll to everything you could possibly think of that an HR team would need somewhere to ripple. 

Speaker 2
Deal is now offering, and you can imagine that oyster other companies like remote, will follow suit. There. There's another model, the third one that I'll include here, which is one company called a teams that I'm familiar with. A teams is backed by, I think, insight venture capital, and they really form cross functional teams on your behalf. So their motto is kind of. We have these FAANG employees. They come together for a standard rate. You can mix and match. Assemble a project manager, a product manager, backend engineer, react engineer. Here's your team. Go for it. It's members only right now, so you have to be kind of accepted. They're in scale up mode, obviously. But, you know, as you can see, all the things that I just mentioned are really only, I would say, ga ready within the past year to two years. 

Speaker 2
These are not tools that vps of engineering, the companies that have gone public or are in later stages had access to like we have today. That's the first part of the thing that I wanted to cover, just kind of giving you guys the tools. I want to spam some links in here real quick just so that everyone has these kind of, at the outset to take home with them. And then I kind of wanted to get to the challenges here, even with these tools. So real quick, I'll just pause here. I talked about quite a hot there already eor the on demand workforce, the A teams model. Does anybody have any questions about just the landscape in these companies that they want to hit real quick before we move on? 

Speaker 4
Yeah, I've got. I mean, this is exactly the space we're in. You know, we're trying to create spacely, you know, kind of under the top towel upwork you know, model, you know, focused on aerospace. And one thing we learned quickly was, you know, we could put together aerospace specific niche talent, but that didn't mean that we would be able to solve for finance and some other things. So we've partnered with, like, Paro as another talent example. Our board advisor, Diane Finkhausen, worked for GE for 24 years, and she scaled up operation within corporate. And what she found was she layered in 32 marketplaces, internal and external, to get work done in the enterprise across GE. 

Speaker 4
And so one of the things that's challenging and what you're highlighting here is each of these marketplaces have strengths, and not any one of them is the best solution set. And you'll find talent sometimes multi home across these sites, but then there'll be specific talent that's been incentivized to stay within their own marketplace. And so one of the challenges is really trying to orchestrate operations across multiple marketplaces. When you employ the model, from what we've seen. 

Speaker 2
Paulo, you'd end up. Yeah, just. 

Speaker 5
Just one addition and or tweak. I noticed you didn't segment this by geography. And the reason I say that is one thing that we're starting to investigate now as well. We're context. Sorry, I was going to. I should have started with context. We're over 160 people. Us, Canada, India, Philippines, decreasing, actually, Canada, US, India, Philippines, and decreasing water size. And one thing that we're starting to investigate now is Central and South America. So point being, there's also a geographic segmentation to this or twist to this as an example. We're investigating working with almost an EOR, but I think an EOR plus in Mexico, which will handle recruiting as well as technical selection. They say we'll see. Because language, as we all know, is one of the major impediments regardless of where you go in the world. 

Speaker 5
So anyway, point I'm trying to make here is that there is a geographic segmentation to this as well. If you want to focus on a specific region of the world, ideally because of margin, benefits, et cetera. 

Speaker 2
Yeah, 100%. The other thing that I think people will find in terms of, I mean, related to geography is just time zone adjacency is what almost everyone kind of starts out by looking for. And I highly recommend you do look for that. Speaking of Latin American, since that is one of the like near time zone labor markets. It's really popular right now. Rovello and Arc dot de V are really good resources. I had them, I'll link them as well. But you know, in addition to kind of the companies that provide the infrastructure for EOR, what you're seeing is more and more people layer on top of deal and oyster and build out the recruiting, the sourcing and all of that as well, just to make your life easier. Because otherwise your internal team has to kind of do the candidate research, candidates working themselves. 

Speaker 2
And that can be very challenging for people that are new to it. So I'm going to paste in the links here to companies that I think should be on everyone's radar. Again, a lot of this is just equipping you guys with as many resources you can as I can give you. And then kind of going over what we're about to get to next, which is the difficult part. So the way it exists now, and I think the part that we just covered is there's a lot of new infrastructure and there's a lot of new on demand. It's similar to EC two versus building your own data center. It's very easy to spin up now, pay as you go. Utilization pricing, pretty simple generally to spin up. The hard part really goes back to fundamentals, which is where I wanted to dive into this. 

Speaker 2
I'll phrase it like this. Everyone has a reason why they have worries, regrets or trauma when it comes to scaling out teams, especially globally. I have this myself. I've experienced it in multiple ways. I've worked with like completely separate hqs that had their own culture and became their own business. Literally just bifurcated the company. I've worked with teams that were in Armenia where I was up 17 hours basically around the clock, to just hand off a message to make sure that something like, you know, was around the sun, communicated. What I kind of wanted to dig into now is with this infrastructure, and let's kind of assume that you can go find the talent and you can spell out in MENA countries and AIPAC wherever you really want to land, you have the capabilities to do that. 

Speaker 2
What are the main things right now that are on your mind that would stop you or give you pause or cause you trouble when it comes to doing this? I want supplier first, a couple of things. 

Speaker 5
Sorry, somebody is starting. I'll stop. 

Speaker 1
Go ahead, go ahead. 

Speaker 5
Commercial model is one that I'm very interested in understanding. Is this, are you paying by hour? Are you paying by month? Obviously, longevity of hire is one of the things that we want to make sure is clear there. Again, I'm the outman out here. Communication with clients in our particular case is very important. So maybe translate that to internal stakeholders. I mean, is it layer, is it part of a team? How does that work out? I mean, I got many more, but I'm going to shut up. 

Speaker 2
No, those are good ones. 

Speaker 1
Let's hear what other challenges people are or roadblocks you expect you might face. 

Speaker 2
That would hold you back. Compliance. 

Speaker 4
So IR 35 in the UK, Ab five in California, changing landscape. So you say you're starting to scale up, having success, and there's a policy implication such as a reversal of, you know, prop 22 in California and says, okay, now your team, you know, is not compliant, you're not able to use that team anymore because we've changed the regulations and compliance for independent contractors and workers. 

Speaker 2
Who else has got one? Regulatory environment is always a pain. Yeah, Derek. Yeah. 

Speaker 6
So we've worked with a lot. 

Speaker 4
Of. 

Speaker 6
Kind of this model of remote engineers from different countries, and this is actually a problem that we've run into in the long run, which is just from a contractual level, there's a little more restriction on, are we able to give bonuses directly? And if we do increase that bonus, is it actually going to the engineer or know, we know the company's taking a cut, how are they managing that payment to them? And then on the same side, we've had it before where, because of certain contracts they are negotiating, if the engineer is asking for a raise, they actually have to go to the company first, not to us. And, you know, we kind of have this, like, telephone game that goes back and forth. So, we've seen that a couple of times in the contracts. 

Speaker 6
And, yeah, you touched on the other one, which is time zone as well, which is once we've. I mean, honestly, in the US, daylight savings is probably one of our worst ones now because we go from an engineer being potentially 4 hours ahead of us to 5 hours, six months a year. So, yeah, I think those are two things that we've seen definitely pop up as we've kind of used them. 

Speaker 2
By a show of hands. Out of curiosity, how many people here have a asynchronous workflow similar to like, GitLab? How many people here kind of operate on a primarily asynchronous style? Okay, so that's more than I expected. Honestly, blue, I noticed you didn't raise your hand. How do you feel about your team's kind of like async versus sync work style? 

Speaker 3
We go back and forth with different techniques or ceremonies throughout the development lifecycle. Sometimes we swing too far asynchronous and, like hard problems don't get worked out. So then we go back to synchronous meetings. We solve for the flexibility in being able to feel out where our comfortable spot is by hiring in time zone adjacency. So at least we have that going for us. We expanded into Mexico as well. 

Speaker 2
For. 

Speaker 3
The same reason, not going overseas. So we can, we're able to do that. Fax machines is a good idea as well. 

Speaker 2
And out of curiosity, since this is kind of a largely engineering kind of group here, how much was infrastructure kind of a key enabler or limit like limitation for scaling out work successfully? A lot. Yeah. So that brings me to, like, I did prepare a couple of things that I thought might be the most common. Just call them f ups that happen when people try to scale out work. I'll name the three that I've encountered the most, and then I just want to see how much this resonates. Lack of customer interest or business problem interest for the remote teams. 

Speaker 2
And to clarify that people that appreciate their craft, that are great coders, but have zero real interest in customer centricity or solving your problem, they think of themselves as back office for whatever reason, you know, even if that's not your motto, that's just kind of how they view themselves, but they're not connected to your customer because they don't understand the Persona. I worked at the fintech. We were doing, like, near prime subprime credit utilities, and people in Malaysia were saying, why do these idiots have credit cards. You know, this doesn't make any sense to me. And I've noticed that if you can't get them to empathize really with the customer and actually care, it's dead on the Runway. 

Speaker 2
So just getting that one off the bat, if you're hiring a team, I know people love to snack on hires, especially when they're, like, technically proficient. Throughout my seven years of doing this, I've never found a team that really, really does well if they don't get the customer part. I have had people so good at their craft that they got by just by doing kind of backend work that they're really happy with, but it's never really worked out super well. Second one is just infrastructure. Not just onboarding, but, like, devsecops. If you have a scrolling tool chain and it takes you three weeks to find where the bodies are buried to deploy something, and you don't have staging environments, local verification, any of those kind of things, you're just not at the right maturity level to do a scale out initiative. 

Speaker 2
And I think that's one of the biggest misses people make when they do this, is they think, like, all right, it's an HR talent expansion play that's really disconnected from my tech strategy and my tech infrastructure. And it really couldn't be further from the truth. It's almost 100% dependent on do you have a clear clarity of purpose, clarity of vision, and then do you have a clear way to deploy things to production with a low time to value? The last one that I just wanted to mention that I think is really interesting is commitment. And it's not the same thing as customer centricity. I mean, commitment in terms of like, to the company and kind of playing on the same team, commitment to communicate, commitment to be part of these things. 

Speaker 2
Kind of a one company motto, as you'll hear people say, are like one culture kind of commitment. When people have not been committed to that kind of value of being a cohesive company, it's fallen apart at theme, and that's really just similar, but separate from understanding the problem that you're trying to solve. Those have been my big three. The regulatory environment, I definitely have not encountered. Personally, I have not run into an issue where regulation has taken a team offline per se. I have run into a team that was in Ukraine. They got taken offline for a different reason that I'm sure we're all aware of. Sri Lanka. I also did a lot of work with the team there who got into a basic civil war in the tea country and took them offline as well. 

Speaker 2
So there are a lot of geopolitical things that are very interesting here. Obviously, you start listening to the Economist podcast to see if your team's going to be awake that morning or like, readily online and available. But diving back into it, I think you know how much of that resonates with you guys and which one of those things do you think is a blocker for you going forward when you think about scaling up in terms of scaling out. Yeah, yeah. 

Speaker 1
Blue. 

Speaker 3
The one company thing is interesting, because when we started hiring in Mexico, I talked to a couple of platforms. I'd love to hear the platform you're talking to, Paolo, because they all kept trying to sell me. Well, we can hire all through South America. And I'm like, well, I'm interested in Mexico because I want to bring them to our retreats and to other functions that we have and integrate them fully into the american teams as well. It's harder to do that when you're in south of Argentina. Right. But also, all these platforms are just pushing back on me. 

Speaker 3
We ended up going with an EOr called velocity competitor to deal hiring them as full time employees, which has its own level of complexity, but so far it's paid off because they do feel like they're part of the team and they're part of the company, they're part of the ceremonies, they're part of the all hands. They're not a separate bifurcated culture like you alluded to. 

Speaker 6
Justin and I just wanted touch on that, too. We ran into the issue and then I think solved it in a way. One of the things that we've really done is, especially as we've hired more engineers, even though it's been offered to us by multiple of the companies of, oh, we can put the entire team together for you, from the product side to the lead. We have always made sure that the lead engineer that's leading that particular team is someone that is full time at the company because they're able to, they have the full buy in and they're able to kind of create that kind of community culture in each of the teams. 

Speaker 6
So one thing that we found is a lot of the engineers, especially in South America, that we've worked with, if they were working with larger companies, I mean, for lack of pre term, they just kept getting the shit tickets from companies. So by including them and saying like, this is your team that you're going to, you have a person that's going to be fighting for you, for anything that you need, it cut down. 

Speaker 2
A lot of that, I guess you. 

Speaker 6
Could say kind of the loss that you'd mentioned earlier of like, oh, they don't really care about this ticket, or they don't have an understanding because they had another engineer that they could go to that would understand. And it kind of allowed us to get past a lot of those initial barriers. I think the one thing that we did have to learn, and it's. It's hard to. It's hard to necessarily attack it is the cultural differences as well, too. You know, language, we found out, actually wasn't as big of a problem. A lot of people are really proficient in English. I mean, just to the point. It's absolutely incredible the work they're able to do in English. 

Speaker 6
We have some people on our team that speak Spanish as well, so able to kind of communicate a little bit there, but some environments that we've worked in, they're very almost people pleasing. So I'd ask, hey, guys, is this task on track? What are we looking at? And they'll be like, oh, yeah, we're still good for Thursday, when realistically, it's in the shitter right now, on Monday. And so really training people and having engineers that had been there for a while telling people, like, no, you're not getting in trouble just because it's Monday and it's going to get delayed. We'll get in trouble if it's Thursday. And this is the first time we're hearing about it. So that was another thing that we ran into as we kind of expanded that out. 

Speaker 1
It's interesting. I just want to jump in here for a second. I'm seeing a lot of heads nodding on this one. And I was chatting with the guys from remotely about doing, like, a culture, like a cultural crash course that would take this topic specifically and do a roundtable just on that. So if there's interest in us bringing in, you know, making a panel of, like, someone who's worked with israeli teams and someone who's worked with the eastern european teams and someone who's worked with Argentina or someone from each of those places who can kind of. So that's in the docket now for the spring. 

Speaker 5
Yeah, sorry, I'm being a little facetious, and I apologize, but we all know the indian head not. It's like, how are things going? It's neither a yes, it's not a no. We can all talk about cultural stuff, but I think that's a crucial component of it, especially based on where you're headquartered and where folks are working from. So what I've noticed is, I live in New York City for 30 years. It's the capital of hypertrophied, crazy work culture. Maybe Silicon Valley is second to that. So if somebody is not going to work 60 hours a week on an urgent bug, which is red, nobody gets it, but the rest of the world doesn't operate that way. 

Speaker 5
So there's a component of the language, of the component of the culture, and there's a component of the yes means no means yes, maybe means no, whatever the hell it's going to be translated to locally. But as a broader question, I think, as well as if you don't have that alignment, maybe it's mission, maybe it's company cohesion, as you said. But the reality is, what I've found is that if people are contractors or external to your company, they're not internal to your company, they're not going to be as aligned. And if you're throwing mission critical stuff at them, you got to be prepared for that, right? 

Speaker 2
Yeah, I think so. This is where, to me, it gets really interesting. I think this is where the conversation kind of becomes where people find a camp, and usually based on past experience, and I've had that exact same experience. So I lived in Japan, in Otsomachi, and I worked with a japanese team, and the one thing they would never do is criticize, ever, no matter what, no matter how bad our process was or, you know, how something didn't make sense from a product manager, they just absolutely would not criticize it or speak out against it. And this is common to the APAC region as well. I mean, it's common amongst a lot of cultures. It's common in America for people that just don't feel like arguing, right? I'm one of those people. 

Speaker 2
I don't always like to hack things out constantly, so I just kind of nod and say, okay, carry on. And I think this is where it's about. I've mentioned this word before, but just being hyper local, having that mindset of wherever you're going to land, you know, people should never go and say, I'm going to just hire globally. That's insane. You should pick a region, and you should have some experience in this region or an HR person or a tech leader, especially, that has some cultural reference point or anchor point in that area, right? Emea, wherever you're going, northern Africa, you need to have something, right? So I worked with brazilian founders at Novo. Michael Rangel and Tyler, they were both from Brazil. They have brazilian roots. 

Speaker 2
They understood the latin american culture well enough for us to actually go in that area and not fail miserably. I recommend everybody. If you're actually doing this and you're considering scaling out globally to get a much more affordable, probably larger talent base, pick a spot and have a reason for picking that spot. It's very easy to go on Arc dot de v dot, put your company profile up and then get just results from all over or angelist recruit well found to do the exact same thing. It never works out well, that's been my experience so far. And by the way, hitting one last thing real quick, we talked, I wanted to briefly mention the price point kind of thing. 

Speaker 2
The EOR's are getting increasingly cheap because they're actually hitting, I wouldn't call it economies of scale, but let's just say efficiencies when it building these EOR is out reliably. So eors are typically doing something like 50 per contractor per month, 500 per employee per month. You'll see that range being fairly common and standardized across the big EOR infrastructure providers. Interesting fact, toptal, turing and a lot of the other platforms including Arc dot de v, utilize oyster and deal for their, I guess you could call them rails or their bottom level infrastructure. So that price is being floated up and really shouldn't deviate too much from the baseline. The margins should not be 400% threading on top of that without like significant value add. 

Speaker 2
So from a pricing perspective as well, reforecasting your finances is still, and hiring remote talent is still a very viable option that, as many of us know, can be normally top of line and then sent to bottom of line, which makes sure gross margins look much better than normal. But yeah, open back up to problems. What's a, what's another common issue that people feel like lack of, I think communication was one that Paolo just outlined that I wholeheartedly agree with. What's another big one that people kind of like fear or worry about, as. 

Speaker 6
You say, if going on that same communication thread, another one that we had to solve too was communicating asynchronous versus synchronously, what were the systems that we had to have to make that happen correctly? Originally when it was a smaller team, we just did everything on Slack and put some tickets on notion it was easy, but as we scaled those out, we had messages that were going to people when it was 02:00 a.m. Their time. And similarly, you'd be in bed and you're getting messages at 04:00 a.m. Your time. So getting a process down for people to say hey, if youre sending a message and you know its going to be out of the time zone, schedule it. Schedule it. So its sending at the time where theyre going to be waking up in the morning. 

Speaker 6
We really went into like looms as well too. So prerecorded videos. Slack has a feature with this too, but focusing on getting these videos created for even our engineering kickoffs. I would create an engineering I would basically do a video of the entire sprint and schedule it Sunday night. So everybody started getting it at Monday in their time zone. So by the time we got on our morning kickoff, there wasn't a 45 minutes time where we had to schedule it out with everybody in different time zones. Instead it was 20 minutes of just, hey, do we need to review anything here more in detail? So I think that was the biggest thing that we really needed to look at on the communication side. And even now we're hitting it again where it's now there's so many tickets being created, there's so many channels. 

Speaker 6
How do we solve this as we're going through and we're hitting that point again where we have to almost redefine our entire process for how we're doing this again. To scale up from the 50 people. 

Speaker 2
I dropped another link in the side chat for a tool that I think will very much help you. So it does automatic zoom transcription and lets you highlight parts of the conversation that you find particularly valuable. And there's a again, blossoming set of tools that are in this space that are really recognizing, they call it the future of workspace. It's really just about this. And enabling this type of work to be easier. Fathom is a really good example. There's quite a few like this. Blossom IO is another one where you can do customer discovery interviews on Zoom or your video tool of choice, put them in a repository, and then you can have your team be able to watch these videos recordings, hit the important moments only rather than spending 2 hours listening to a customer interview. 

Speaker 2
Tools like this and Loom are super valuable for sharing that context. And kind of like distributing that context kind of brings me to another question that I had. 

Speaker 1
Wait, Justin, before we go on, I'm curious if there's anyone who wants to comment on that, anyone else who has other things that they've used and have. 

Speaker 2
Worked or any questions about that. 

Speaker 1
I don't want to rush by too quickly. Tom? 

Speaker 4
Yeah, we've used Trent just as another tool, as an example of a transcription service because we have very, our model is slightly different but similar, but we have these very complex discussions as we're building out and scaling out with our clients. Which one's NASA? So we take these hour long, two hour long discussions about deep research and then applying this model to the problem set. And we have to translate that not only to our own team, but then to potential partners like Toptal and others that we're bringing in. So Trent's been one tool we've used to try to help us figure out how to take this immense amount of discussion into transcript format so we can try to parse that out. 

Speaker 2
Cool. Yeah, I'm going to call it status zero here as well. Very basic tool, still very valuable. Does a check in on slack pings people every day for a check in, you know, standard agile without all the nonsense and like stuff, ceremony that comes with agile. 

Speaker 1
Palo has a question in the chat, are any of these integrated with Jira. 

Speaker 6
Loom has integration with it now where I think it'll natively show it, and then Slack has one as well that we use. So they just pop up in the channel. 

Speaker 2
Kind of moving to a slightly different subject and maybe, I mean, this really is fundamental to how we think about scale out. A lot of the times we talk about it as resource provisioning. It's just a resource game about grabbing resources. But I think one of the things that we often run into very quickly is how we're going to partition out the work. Right? So there's many ways of being modular about this. You know, you can be modular with your timezone choice, you can be modular with your language choice, you can also be modular with how you partition and scale out work. So I'll give you an example. If I wanted to keep things relatively clean, I think it's possible that I could partition out the infrastructure work. 

Speaker 2
You know, DevOps all work specifically scale that part out, keep just nice neat lines, swim lanes between what normally happens in the company and experimental scale out for DevOps. I think likewise I could do a similar thing for maybe a new product initiative, something that was on horizon, one that wasn't making money today but was going to be a possible money maker in the near future. I could scale out that initiative to a remote team. I think maybe as a third obvious one that I've thought about doing before I could do any kind of DXI. 

Speaker 2
So developer experience, infrastructure, platform tooling as people call it today, I think is a really interesting way of scaling out work and keeping things clean and at the same time giving people necessary texture to eventually go deeper into your company and probably resonate more with your engineering staff. How is, you know, how people here really thought about what work to scale out? You know, once you think about the resources being captive, how have you guys thought about what worked actually partition out? I'm just going to. 

Speaker 5
Yes, and I don't have answer. Architecture. Architecture is one that I find generally challenging. So it's one that is throw that out there, the actual coding and code review, maybe even pair programming. If you can get to that level, fine. But architecture. 

Speaker 4
Tom, Justin, did I understand you correctly? Because it almost sounded like that was more of a hybrid response between what's internal and what is external to the team. Was that what you're asking there? 

Speaker 2
I think maybe thinking about in terms of value streams that are day to day and ones that kind of can be done in parallel, orthogonally blue, is. 

Speaker 1
There something you want to. 

Speaker 3
Yeah, for time box initiatives, we pulled some engineers out of pods, so maybe just like reduce headcount by one for a limited amount of time. To, say, migrate from Heroku to AWS is one thing we did, and then dockerize some of the stuff. Probably going to scale that out permanently into a platform engineering team around Q three, Q 420 23, because there's a lot will be bigger by then. But we also spun up very specific guilds recently to address some of the architecture problems, some of the testing problems, some of the cross cutting concerns that have just been kind of deprioritized when there's no like ownership over moving that stuff forward. So I'm hoping that addresses some of. 

Speaker 2
The tech that we have. Yeah, to that. 

Speaker 4
To that point, how are you guys addressing scaling up and down, right. And being elastic in those decisions? Because, you know, you may be testing. Right, some of these hypothesis and saying, well, I think that there's opportunity here, I want to bring folks in, test that. But then maybe there's not as much as what we envisioned. So we're going to bring it back. So as opposed to what we're seeing with all the massive layoffs coming in, with a structure, an architecture that's smarter upfront, that allows it to be more agile. As you're going through that, what's your experience there? 

Speaker 2
Right now we're having what comes out. 

Speaker 3
Of guilds as an initiative to take on if they're long lasted, we need to start doing things a certain way, creating work out of that we can interleave within the backlogs of the multiple pods and having the engineering managers on those pods advocate for getting those into the backlog. That's our plan for this quarter, and then we're going to see how well that works. And I'm doing the same with the advancement of our design system and having our product designers advocate for that work as well. And then. 

Speaker 5
Sorry, can I double click on that one? I just want to make sure I'm hearing correctly. You mentioned guilds. Is this different than like a pot of pods type of approach or just talking like. Like some sort of cross pod team? 

Speaker 3
That it's focused on cross cutting concern, and it's like individuals, it's opt in, but we will have, like, one lead of the guild that kind of, like, owns the decision making and the agenda making and all that stuff, and it can present it to the teams and to the director of engineering if they want to advocate for a large initiative. But, yeah, it's across kind of concern across all the pod teams. 

Speaker 2
Got it. 

Speaker 5
So it's kind of like a community, if you will, but it's not based on job role. It's based on, let's say, epic or theme or just broadly an architectural concern. 

Speaker 2
Yeah. 

Speaker 3
Yeah, correct. 

Speaker 5
Thank you. 

Speaker 3
Yeah, we actually have a design system guild that has engineers and designers on it. 

Speaker 2
There's an interesting and pretty well known at this point, I think, nomenclature categorization system called team topologies, which I think maybe a couple of people here are already familiar with. But essentially you can classify every team as one of these four types of teams, and they have different interaction modes. So I think the interaction modes are collaboration, enablement, and x as a service. So that x as a service would be your platform teams, probably with API contracts, enabling teams are like SRE DevOps, complicated subsystem teams are like data science model teams, or anything that's significantly complex. And I think what's interesting about this is you can take these topologies and you can kind of use this as a very intelligent way to partition out work. Right. So immediately what jumps out to me is enabling teams. Complicated substance. 

Speaker 2
Substance teams and platform teams are good candidates for scale out work. Streamlined teams are typically your product teams, less so, they're more embedded in the day to day. They have more needs to be close to the key decision makers and stakeholders. Probably just more informal context, but these last three are, like, very interesting ways to kind of begin experimenting with the idea of scaling out work to other areas and kind of testing people's merit. On these things, and it kind of brings up another discussion or something I'm interested in. When you guys make these decisions, buy in has to be kind of a pain in the ass, right? Like, even though it's a type one reversible decision, it's completely reversible. You could spend on a Turing team at any moment, right? There's a 14 day guarantee. 

Speaker 2
So within day 13, you could spend on the whole team. And that offer exists in many places, but overall, these are reversible decisions. What, I guess, how do you guys approach game buy in your organization for saying, like, hey, I'm going to spin out a team in Latin America that's going to handle XYZ. It may be fundamental to the business or it may not be. 

Speaker 6
So we've done it in a couple of ways. We've moved towards this process on a lot of things. Not just that, but this idea of the proposal itself. So this is what we want to do. This is what we think we'll get out of it. I mentioned it in the chat, but we've been using, we originally used Google agreements, but it just was a little limited. But we've moved to a system called Murmur that we've been using for what we call agreement documents. So basically, we're putting the proposal together. We will link that to an agreement document that basically says, like, we need approval from these people. And it kind of lets us get the buy in from people asynchronously. 

Speaker 6
So we can send it to our head of insurance, we can send it to our CEO, I can send it over to our head of people, and they can request any changes before they actually approve. Like, I can only approve if we do these things. So it's less about the Google Docs with just like a bunch of comments and more about the actual agreement of it. And realistically, we've done this with big product launches, too, before we've actually moved something from its QA stage into production, making sure that everybody's on board, that these workflows are about to get updated. Because, I mean, especially in a remote team, we're not in an office. I get messages all the time. After you release a feature that says, hey, why is this not working like it did before? 

Speaker 6
And I can pull up the document and be like, well, you agreed to this like, you saw this. So we've been doing that more and more to have that kind of document for any big push. A hiring we're looking right now is a DevOps lead, and we put together this exact piece. It was the JD of what we wanted to hire. And then an agreement doc from everybody that would have needed to approve before we moved it forward. 

Speaker 2
Hello. 

Speaker 5
Sorry, Derek, I'm grimacing here is once you're a product manager, you're always a product manager. And so I've got that brand on my head. Where's product management in this? 

Speaker 2
So it's a great question. 

Speaker 6
We on purpose have understaffed our product management side and it's because myself, our CEO and others have made the mistake of hiring that first. And then you just have product managers just asking people, hey, what did you do today? So we did the opposite approach. We went to hire the tech leads first and then have the tech leads tell us when do we need a PM? So right now we really only have two people on the product side that are working between the different, I guess you call it the different pods right now. So they have a lot of responsibility in there, but they are usually a stakeholder in these agreement documents. So they are one of the stakeholders that we need to say, hey, we want to hire this person, but they're not the primary one proposing this. 

Speaker 6
This has led to kind of one side more of an engineering first organization, but on the other side having to listen to the customers. That's really where the PM's are coming in is they're taking all the requests that we're getting and figuring out does this fit to any of the pods. Can we get agreement from the insurance team that this is something we need to do before they bring it to us? So that's kind of what we're building up right now. 

Speaker 2
I think you said it really well at the end there. Does it need to be done? So I think we're all probably aware that all growth goes to zero without some defensibility, right? So whatever you build, however much time you've wasted, if your business doesn't have a defensible moat, it's fucking useless, right? It's just going to hit zero. Doesn't matter how much time he spends on it. I let product figure out that moat convince me that there's something defensible there and then it's just up to me to have resources and figure out the how. Right. Their only job is just to say this is a sustainable cash flow that's going to keep us all employed. And I think it's a nice division because that's a lot of responsibility to figure out those moats. It's a ton of responsibility for product people. 

Speaker 2
And I think following the Facebook style, I've always liked it when engineering takes on project management, ticketing, resourcing, and then doing the how part. Like the how part, you know, not the why. Less decision makers really kind of keeps things easier. But what about top level buy in? So talking about the CEO, the vps, the fancy people with the big equity packages and how they factor into all this. How, how are you guys getting buy in for scale out work? Because I think to them this is a very risky sounding type of operation. It reeks to failure in some cases. What's been your guys experience with this? Just blow out success, huh? The whole way? 100% just massive success. 

Speaker 6
I think for us it's been a lot of preparing kind of the. 

Speaker 5
Risk. 

Speaker 6
And benefit analysis just to be able to quickly look at it one page. When I've gone to our CEO for projects that we want to do, whether like we'll take a refactor for example, everybody that's worked with engineers knows that there's always refactors that need to be done and you got to kind of balance them. We've gone in with the, if we don't do this in six months, we cannot do these. If we don't touch this for another three months, it's going to take x amount longer. That's how we propose it. And I think it changes a little bit just depending on what we're trying to propose, obviously, but that's really how we've been able to do it. Can we give them a one pager of that benefit versus risk analysis and then more details underneath? 

Speaker 6
But we really just focus on that top level. I think it's a little different from everybody else but the CEO at least that's really where we've been focusing on. 

Speaker 2
By the way, just one point, really quick rework is a really good use case for scale out. All that maintenance work that people kind of hate doing that needs to be done is a really good way to let people sharpen their teeth and then show results for these teams that everyone's going to support. Even your most like disagreeable engineer might agree with saying, yeah, they can take these tickets because we don't want to do this legacy support shit. Besides, I think because I do this too, everyone says don't use fear as a negotiation tactic, but I think we have to sometimes say this is going to blow up unless you do this. What about just general, I guess, sentiment around this? Are you guys met with a lot of pushback on these kind of initiatives? 

Speaker 2
When you're talking about scaling things out other parts of the country, expanding time zones, things like this. What has been the level of pushback that you've gotten? Obviously, Maya, we're getting closer to. 

Speaker 1
I was about to tell you last question. Justin. Yep. 

Speaker 5
Can I go back to your other question? Maybe tied into this one. One thing I've seen work well is the more you can tie it back to metrics, the better. CEO's are very simple creatures, speaking as one of being a simple creature. So if you're able to, if you've got some sort of engagement platform with a client that you show 20% of your features used by 80% of your users and tie that back to bug reports and tie that back top ten clients and all that, and, oh, by the way, I wouldn't go to cyclometric complexity, but. But because you want to stay away from all that crap, they're probably not going to get it. 

Speaker 2
But if you can show that, yes. 

Speaker 5
If you invest this much money, you can ideally reduce number of bugs, increase engagement, all that kind of fun stuff. And oh, by the way to do this in the most cost effective way would be through a scale up. Then I think you've connected all the dots. 

Speaker 2
Right. 

Speaker 5
So that's what I would suggest, like, you know, Pendo, to, I don't know, to whatever you're using for support, Zendesk or otherwise, to tying it back to maybe Salesforce. And sorry, we implement Salesforce and that's because I'm a bit of a geek on that side too. But tying that back to tangible, specific metrics, which you can ideally tie back to ROI, then it's a no brainer, then, whatever. See a footwalks in the room, she's going to look at you guys and say, yeah, absolutely. Done, let's go. 

Speaker 2
Because that's the other. 

Speaker 5
It's not just the pain in the butt CEO, it's the CFO as well. Right. Anyway, just a suggestion there. 

Speaker 2
Yeah, and I'll follow up on that by saying you want to be a profit center, right. At some level, the organization needs to see you as a profit center. Otherwise these kinds of requests are always going to be met with a 100% no or we'll talk about it later type of thing. Huge subject, very small amount of time to discuss it. Obviously, there's tons and tons of things here. Speaking of cyclomatic biopsy that we could have gone into, but Maya, I'll let you close this out. Yeah. Wow. 

Speaker 1
Justin, thank you for bringing not only a thoughtful set of things to cover, but also, great questions to open up for the group and I appreciate everyone's participation today. What I want to ask is that as we wrap up, everyone type into the chat. One takeaway we've covered a lot today from this last conversation about buy in, executive buy in, parsing out and partitioning work communication, the challenges that we've experienced, the models way back a whole 50 minutes ago, everyone put something in the chat that you're taking, either something you're going to look into, something you're going to implement, something new you learned. Maybe, Justin, that's your new maybe that's your new idea, maybe that's what ever it really is. And we'll find out. 

Speaker 1
There are more vendors in the space to evaluate guilds and team structures, resource links, determining how to equate ROI and scaling out work. And I really want to thank you, Justin, for, like I said, for showing up with the great list of discussion questions and resources and gathering all these links. I put everything into the Google Doc that had come up along the way, so I'll drop that in the chat as well. So if anyone missed it earlier. 

Speaker 2
Hopefully. 

Speaker 1
We'Ll do that global cultural conversation at some point in the next few months. If you're interested in that, if you have other topics that you want to cover in roundtables, let me know. If you want to lead a roundtable, let me know. And thank you again to Dan for suggesting Justin to join us today. Anything else from anyone before we sign off? Any last questions or comments? 

Speaker 2
I think we got it. 

Speaker 1
All right, everyone, wishing you a great day. Hoping to see you again soon at a future roundtable or other venwise event. And have a great day, everyone. 

Speaker 2
Thanks, everybody. Thanks, everyone. Bye bye. 

Speaker 1
I hope you enjoyed this Venwise roundtable. If you want to be in touch with the speaker or if you have a request for a future roundtable topic, reach out to us@communitynwise.com. I'm Maya Dolgen. Thanks for listening. 

